
Powered by 

Customer Relationships
Assessing Team Strengths for Stronger Relationships

DAY 1
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Decathlete Self-Assessment Data

  
  

   
 

Doing:  41% 

Managing: 26%

Leading: 17%

Coaching: 16% 
   

Four Domains of Leadership

http://www.kmpconsultants.com/


Powered by 

Business Impact

$21,600
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Neuroscience of Questions

• Reflection affects the pathways in the brain

• Multiplies brain connections

• Builds upon resources to recall the information 
(solution)

• Leads to sustained behavior change (for both)
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The
STAR®

Model
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Telling vs. Coaching

TELLING:

• Expedient

• No learning

• Must be told AGAIN

• No ownership

COACHING:

• More time upfront

• Once and done

• Solicits new ideas

• Creates ownership

• Transforms the culture

So, how good are you at asking questions?

PAGE
5
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“Questions” is not the Complete Answer

What is the focus of your question?

• To evaluate their work
• Confirm your decision
• Test their abilities
• Couch advice

…Or is it to help them THINK and gain new insights?

PAGE
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Active Listening
• Words

• Body language

• Tone of voice

What’s easier for you to listen for?

• Facts

• Emotions

• What isn’t being said?

http://www.kmpconsultants.com/
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Getting Results

Coaching = Change in behavior

• Action that moves forward

• Next step

• Commitment

• Follow up

http://www.kmpconsultants.com/
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Great Coaching Questions

”Tell me, what’s really going on?”

“What’s the inevitable consequence if you keep doing 
what you’re doing right now?”

“What are the challenges here – the REAL challenges 
– for you personally?”

“Imagine that you had achieved this already. Now, 
looking back, what you would have changed?”

“If you DID know, what would you say?”

PAGE
5
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For the November Session:

Complete Module 12: Enabling 
Others

“How to develop your people 
to be able to willingly step-up 
and be more accountable”
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Predictive Index® for Team Design
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Mapping Individuals

More 

pronounced

More 

moderate
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Mapping Individuals
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Mapping Individuals

Process
& Precision

Innovation
& Agility

Results
& Discipline

Teamwork
& Employee 
Experience
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Mapping a Whole Team
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Team Balancers

Process
& Precision

Innovation
& Agility

Results
& Discipline

Teamwork
& Employee 
Experience

PAGE
6

http://www.kmpconsultants.com/


Powered by 

Why is this important?

ConflictDecisions Ideas

● Collaboration

● Independence

● Talk it through

● Reflect

● Task-focused approach

● People-focused approach

PAGE
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Discussion: What is the Best Kind of Team?

• Imagine you are creating a 

team from scratch. You have 

hundreds of people to select 

from. 

• You can have five people on the 

team - where might you want 

them, in terms of strengths on 

the quadrants?

PAGE
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Debrief

1. What might be the potential benefits of designing a team that 

has someone in every quadrant?

2. What might be the potential drawbacks of designing a team 

that someone in every quadrant?

3. Agree or disagree: The best team is a well-balanced team.

4. How do you manage a team when you can’t design it?

http://www.kmpconsultants.com/
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PI Team Types
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Team Types
How might a team use this 

information?
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Mapping the Work
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Mapping the Work
If you were designing a new 

team to achieve these goals, 
what would you prioritize?
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Powerful Information!
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Customer Case Study
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HavenLiving 
Property Management 
• Founded in 1998 by real estate 

investors

• A few apartment buildings in Florida

• Known for meticulous maintenance 
and responsive tenant relations

• Grew aggressively

• Now have regional offices in several 
states

What are some of the risks/challenges when a company 
experiences rapid growth into new geographies? 

http://www.kmpconsultants.com/
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Case Study: 
HavenLiving

PAGE
8

http://www.kmpconsultants.com/


Powered by 

The CEO weighs in

• Decides to create a tiger team

• Cross-functional representation

• Identify root causes for customer 
service issues

• Recommend and implement 
high-impact solutions (short term 
and long term) to remedy the 
customer service issues.

http://www.kmpconsultants.com/
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VP of Operations Director of Customer 
Experience

SVP of Technology and 
Systems 

Director of Regional 
Expansion

Director of HR/Learning & 
Development

Meet the Tiger Team!

http://www.kmpconsultants.com/


Powered by 

Root Cause

• A root cause is the fundamental reason why a problem occurs 
- it's the underlying issue that, if addressed, would prevent the 
problem from happening again. 

• It's different from symptoms (what you see) or immediate 
causes (what directly triggered the problem).

http://www.kmpconsultants.com/
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Customer Service Issues

• Brainstorm possible causes that might explain 
some of the customer service issues identified in 
the complaint letter. 

• What might be the root cause?

PAGE
9
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CEO Objectives

PAGE
10

Cut down on waste and improve 
efficiency in our work to help 
improve the bottom line.

We are not working efficiently. Timing is essential, or a small 
leak turns into a major repair if we can’t get this working like a 
well-oiled machine.

Goal CEO Rationale

Increase team cohesion in order to 
improve team level results. 

The teams at remote offices are not gelling. There has been a 
lot of turnover in some locations. Some locations have lost the 
passion for customer service that was once a cornerstone of 
the company. 

Implement structures or procedures 
to handle the needs of our growing 
workforce.

We are growing fast and want to open some new locations in 
the near future. We need to onboard new people and get them 
up to speed quickly.
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ACTIVITYIdentifying Team Type

Each group will receive a packet.

• The tiger team data will differ but the process is 
the same.

• Answer the questions in your packet and 
prepare a description of your team that 
includes:

• Team type

• Your observations about the team

• A caution area

PAGE
11

HANDOUTS

http://www.kmpconsultants.com/


Powered by 

http://www.kmpconsultants.com/


Powered by 

ACTIVITYActivity: Your Teams

• Log into the PI software.

• Create Your Team in “Design”

• Find your team and click 
“Continue Team Discovery.”

• Answer the questions in your 
workbook.

PAGE
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Coaching for Accelerated 
Performance
Turning Insight into Action to Drive Performance
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Leaders and Managers

Think about the best coach 
you’ve ever had. 

What did they do (or not do) that 
made them so effective?

What was their impact on you?

PAGE
14
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A high self-awareness 
score is the strongest 
predictor of overall 
success in leadership.

Green Peak Partners  and Cornell Universi ty:  The Benefi ts  of a Sel f-Aware Team, 2018

http://www.kmpconsultants.com/
https://greenpeakpartners.com/wp-content/uploads/2018/09/Green-Peak_Cornell-University-Study_What-predicts-success.pdf
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Higher 

Productivity

18%

Higher 

Sales

20%

Higher 

Profitability

23%

Fewer Employee 

Safety Incidents

58%

Less Shrinkage28%

Fewer Quality 

Incidents

41% 

Higher Customer 

Metrics

10% 

Lower 

Absenteeism

81%

Lower 

Turnover

43%

Less 

Shrinkage

28%

Gallup, 2023

Engagement

Engagement isn’t about 
happiness…

It’s about productivity.

PAGE
15
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70% of fluctuation in 
engagement is directly 
attributable to the quality 
of the manager.

Leaders who focus on 
strengths create more 
engaged employees.

Source: Gallup, 2024

http://www.kmpconsultants.com/
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AMOUNT OF FEEDBACK RECEIVED MANAGER RATING (1-10)

Feedback, Feedback, 
Feedback!

44% of respondents got none or less than they desired.

Only 53% of high performers say they get monthly feedback.

Source: 2018 People Management Survey, Predictive Index

Way too much  4.5 (bad)

Some; would like more  6.5 (ok)

Just right   8.6 (good)

More than I need  7.1 (ok)

None   4.2 (bad)

http://www.kmpconsultants.com/
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#2 How Often?#1

Engaged? Staying?800%

Coaching & Feedback

For HPs, the #2 retention and 

satisfaction factor is coaching and 

feedback. 

Monthly Feedback 

HPs want coaching and feedback 

on a monthly basis. The vast 

majority of employers don’t come 

close to delivering.

Compensation

For HPs, the #1 satisfaction and 

retention factor is compensation.

Maybe Not.

HPs are only “very slightly” 

more satisfied than others.

Maybe Not.

20% of HPs intend to leave 

in the next six months.

Even More Valuable 
Than You Think

HPs are 8x more productive than 

average performers.

High Performer (“HP”) Insights

McKinsey; Harvard Business Review

http://www.kmpconsultants.com/


Powered by 

Reviewing the Math – Who to Focus On

Performance # Loans/Month 
Performance

Increase
# Employees Improved Add’l Loans/Year

High 12.0 7% *30 Employees 303

Average 4.0 10% *63 Employees 302

Low 1.0 25% *100 Employees 300 

Actual Client Performance Data. Names redacted for privacy and security.

Performance: Loans/month: Productivity vs. top 50:

Top 50 Performers: 12 --

Average Performers: 4 33.3%

Bottom 50 Performers: 1 8.33%

PAGE
15
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Your Coaching Experiences

What obstacles or frustrations 
have gotten in the way of effective 
coaching in the past?

PAGE 
16
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What is Needed?
When should the leader train? coach? manage? mentor?

If the employee/coachee needs... ...then the leader/coach provides:

Knowledge. Understanding. TRAINING

Practice executing. Confidence. COACHING

Failure prevention. MANAGEMENT

Enhancement of good performance. COACHING/MENTORING

PAGE
17
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Source: “The Coaches View” Insights on Successful Coaching From CCL 

Good coaching is intended to:
• Increase performance. NOW.

• Improve retention (especially high 
performers).

• Enhance engagement.

• Develop.

PAGE
17
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Fundamentals of a Coaching 
Conversation

● State your purpose.
● Share observations.
● Ask questions.
● Help them find the solution (don’t give them the 

answers!)
● Transfer ownership of action items.

PAGE
17
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Role Play A

Take five minutes to prep.

Play the scenario. You have 10 minutes.

Take five minutes to debrief/discuss with 
your partner.

PAGE
18-19
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Liz and John

Case Study:

Let’s read through the interaction 
between Liz and John together.

Turn to page 20 in your workbook.

PAGE
20

Bank TellerBranch Manager

JohnLiz
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Liz and John – Case Study 

Debrief:

Who (or what) was right?

Who (or what) was wrong?

What’s at stake?

PAGE
20

Bank TellerBranch Manager

JohnLiz
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Activity: Liz and John

In your groups, examine Liz and John’s Behavioral Patterns and answer:

1. What is Liz’s strongest Factor (farthest from the midpoint)?

2. What is John’s strongest Factor?

3. What does John need in order to be productive?

4. What adjustments do you recommend for Liz?

John, Bank Teller

A

B

C

D

Liz, Branch Manager

HIGHLOW

PAGE
21

A

B

C

D
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Identifying Motivating Needs

Identify the furthest LEFT factor. This is likely the next 
strongest motivating need. This should color, flavor, impact how you 

approach the strongest Motivating Need. 

PAGE
22

Identify the furthest RIGHT factor. That is the 
strongest Motivating Need. 
Coach to, communicate to, and keep top of mind.
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John, Employee

A

B

C

D

Motivating Needs 

Both have low extraversion (B) and like to 
communicate with facts and substance.

I am motivated by outcomes (A). 
John is motivated by clarity (D).

Be aware of my low C. Pause to provide clarity 
and expectations. 

Ask what else is needed to provide support.

PAGE
23

Liz, Leader

HIGHLOW

A

B

C

D

Toolkit
PAGE 6
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ACTIVITYPivoting My Style
PAGE
23-24

Complete the Motivating Needs 
chart (prior form).

Identify one or two actions you 
can take with your employee to 
have more effective 
communication. 

Share those with your partner.

http://www.kmpconsultants.com/
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Understanding the 
Alien Species
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Understanding the Alien Species

You’ll pair up based on your PI Factor 
Combos. Fill out your workbook for your 
opposite Factor Combo. 

• What do they value?
• What is most important to them?
• What frustrates them?

PAGE
25

Teams: 
A>B: Bethany, Brian, Patrick, Kim, Mitch, James, Gregory, 

Billy, Guy, Reed, Jeremy 

B>A: Alexandre, Connor, Anita, Mark, Tai, Tatianna

Toolkit
PAGE 

10
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A:B | Orientation
A

B

A

B

A>B Task-Oriented B>A People-Oriented

What do they value?

What’s most important?

What frustrates them?

PAGE
25

Toolkit
PAGE 

10
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A:B | Orientation
A

B

A

B

A>B Task-Oriented B>A People-Oriented

PAGE
25

Toolkit
PAGE 

10

What do they value?

What’s most important?

What frustrates them?
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Understanding the Alien Species

You’ll pair up based on your PI Factor 
Combos. Fill out your workbook for your 
opposite Factor Combo. 

• What do they value?
• What is most important to them?
• What frustrates them?

PAGE
26

Teams: 
A>C: Bethany, Alexandre, Mark, Tai, Reed, Kim, Tatianna, 

James, Gregory, Billy, Guy

C>A: Connor, Brian, Anita, Jeremy, Mitch, Patrick

Toolkit
PAGE 

10
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A:C | Action

PAGE
26

Toolkit
PAGE 

10

What do they value?

What’s most important?

What frustrates them?

A>C Proactive C>A Responsive

A

C

A

C
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A:C | Action

PAGE
26

Toolkit
PAGE 

10

What do they value?

What’s most important?

What frustrates them?

A>C Proactive C>A Responsive

A

C

A

C
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Understanding the Alien Species

You’ll pair up based on your PI Factor 
Combos. Fill out your workbook for your 
opposite Factor Combo. 

• What do they value?
• What is most important to them?
• What frustrates them?

PAGE
27

Teams: 
A>D: Bethany, Alexandre, Mark, Patrick, Tai, Reed, James, 

Gregory, Billy, Guy, 

D>A: Connor, Brian, Anita, Jeremy, Kim, Tatianna, Mitch

Toolkit
PAGE 

10
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A:D | Risk

PAGE
27

Toolkit
PAGE 

10

A

D

A

D

A>D Comfortable w/Risk D>A Cautious with Risk

What do they value?

What’s most important?

What frustrates them?
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A:D | Risk

PAGE
27

Toolkit
PAGE 

10

A

D

A

D

A>D Comfortable with Risk D>A Cautious with Risk

What do they value?

What’s most important?

What frustrates them?

http://www.kmpconsultants.com/
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70%
of GREAT managers 
motivate their 
employees to do 
outstanding work.

Source: 2018 People Management Survey, Predictive Index

What Motivates My Employees?

http://www.kmpconsultants.com/
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Leaning into Strengths is 
Critical
Our goal is to have people start doing something:

• more consistently
• with increased frequency
• at higher levels of quality or proficiency
• with more ease and comfort
• with more confidence, etc…

…and in some cases, we’re asking people to start 
doing something that might be unfamiliar, new, 
different, unknown, unproven, daunting.

PAGE
28
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Leaning into Strengths is Critical
The adult brain likes familiar. 

People need confidence to start, enhance, improve, or 
try something they haven’t done.

This is using simple 
brain science to get 
better outcomes.

Reminding people of their strengths:

• Reminds them of what they are very good at.
• Creates confidence.
• Helps generate ideas.
• Creates ownership of ideas.
• Increases the speed to, and chances of success. 

PAGE
28
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PAGE
29

John, Employee

A

B

C

D

Liz, Leader

HIGHLOW

A

B

C

D

Discuss how to start improving 
customer relation skills

D>B – Formal

D>A – Cautious with Risk 

C>B – Takes time to connect

Polite, poised

Natural listener

Quality, accurate 

work

Tone down high A

Slow down the low C

Be more reassuring

Listen to what he needs

Toolkit
PAGE 
10-11
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Role Play A – but with the BA!

Take ten minutes to prep.

Play the scenario. You have ten minutes.

Take five minutes to debrief/discuss with 
your partner.

PAGE
29-31
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Coaching Best Practices
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Three Degrees of Coaching

Transformational Coaching

• Specialist coach (Executive Coaching)

• Planned development objectives

• Formal sessions

Coaching Conversation

•  Help in facilitating thinking

•  1-to-1’s

Operational Coaching

• ‘On the fly’ coaching (situational)

• Improves productivity and performance

PAGE
32
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Is designed for the person being coached
(PI, motivating needs)

Uses assessments, data, and other tools 
(Behavioral needs, cognitive agility, performance data)

Focuses on driving results in the near-term

Source: “The Coaches View” Insights on Successful Coaching From CCL 

Coaching Best Practices
Good coaching: 

PAGE
30-32
PAGE

32
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The Coaching Process

Get ready.
What’s your goal for 

the conversation?

Identify their highest 
and lowest 

Motivating Needs 
and adjustments.

1.

State your 
purpose.

2.

Share 
observations.
Their strengths.

Their behaviors/ 
actions/results.

Share what’s in it 

for them, the team, 
or customers.

3.

Coach.
Ask questions.

Help them find the 
solution (don’t 
give them the 

answers!)

Transfer 
ownership.

4.

Identify action 
items.
How will you 

measure success/ 
progress?

Follow-up timing.

5.

PAGE
33
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John, Employee

A

B

C

D

I want to talk about ways we can help you 
understand what good customer service is 
here, and practice it.

Excellent confirming details; Thoughtful listener; 
I’ve seen you struggle at times with building 
relationships with our customers.
What this would do is…

What would help you 
have a clear standard of 
what good customer 
success looks like?

What are your thoughts 
on ways we could help 
you practice and get 
confident at customer 
interactions?

What k ind of feedback 

woul d be most hel pful?

Shadow employee who exemplifies 
good customer service

Introduce employee, share expectations                    Liz                next week

Build questions/script, set up shadow time                   John  2 weeks

Track customer satisfaction metrics
Increase confidence with customer interactions

PAGE
34-35

http://www.kmpconsultants.com/


Powered by 

PAGE
47-48

Coaching 
Questions

Topic Library
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Role Play B

Take 10 minutes to prep (fill out both pages 
of the Coaching Prep Form).

Play the scenario. You have 10 minutes.

Take a few minutes to debrief/discuss with 
your partner.

PAGE
34-37
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DISCUSSION:

What’s difficult about 
coaching High Performers?

 

What gets in the way?

PAGE
38Coaching High Performers
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Challenges of Coaching High Performers

“They’re already 
good enough, I don’t 
have time.”

Remember the math? 
It proves out!

“I don’t have the 
answers. I don’t 
know where to start.”

Your role is giving 
perspective and asking 
good questions. Let the HP 
build and create ownership 
of their own development 
plans.

“They are very 
different from me.”

Learn how to connect 
using their Motivating 
Needs.

PAGE
38
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Tips for Coaching High Performers

It’s not just recognition - it’s coaching and 
feedback. 

• Your high performers have the most 
potential to improve.

• Change “this is a job” to “this is a career.”
• You can actually see the impact of your 

coaching.
• Coaching a high performer is more fun!
• You’re creating a deep bench (succession 

planning).

http://www.kmpconsultants.com/
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Role Play C

Take seven minutes to prep (both pages of 
coaching prep form).

Play the scenario. You have 10 minutes.

Take three minutes to debrief/discuss with 
your partner.

PAGE
39-42
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Build a Coaching Plan

Use your Coaching Conversation 
Prep Forms.

Take a moment to fill one out for a 
few (or more) direct reports.

HAND
OUTS

http://www.kmpconsultants.com/
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Resources and Next Steps
PI Management Strategy Guide

PI Coaching Guide

http://www.kmpconsultants.com/


Powered by 

ACTIVITYConclusion/Wrap-up

Write in your workbook and be ready to share with 
the group:

1. What ONE most important action/commitment will 
you will take? Include WHEN you will take it and how 
you’ll know you’ve been successful.

2. Choose an accountability partner.

3. Share your commitment with them and describe 
what would keep you accountable.

4. Be prepared to share out loud.

PAGE
43
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Thank you.

http://www.kmpconsultants.com/
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